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RXECUTIVE OFFICR OF THE PRESIDENT

DRAP®

BURFAU OF THE BUDGE? :
Yachington 25, D. C.

Hofch 25, 1960
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Gubject: Orgmnicotion for Totiondl Socnﬂ_-ty

&

I1.

 GUOGESTRD HEPLIES T0 QUASTIONS RATSED BY CZIATR REFOR® 1026

FOLICY-HAKING A TR QUOTT

-

Quaations Booo hold thot the HISC tries to dosl trith too ony,

end o0

wide o varioty of policy problczo. ‘The.

arf=nt gooo thot 4t would be of greater urafulness

1f 3t concentroted ito cnergloo an o rolotively )
c=nll pusbor of policy quastiono of ovorriding . .
irportmeo. : -

Angrats o Prooident hoo dotermined thot ho will not assipgn

on arcd

of notional pecurity policy forrmlotdon

porrenently ot tho rcoponsidbility of o cgency, :
doparteont, or individunl outoida tho IS ccchenica.

Horzver,

ovory cndotver is mads to lioit tho rpecific ‘

policy problern diccussed by ths IISC to thoco having
intaerdcpart=ntal intercot cppropriote for deciolon
by tha Prooidont. '

Quaotion:s hnotimr

peint of viov 4o that tho Cotneil o not roll

equippod to regolve such problono of groat urgency and

that it

pattero.

functiond best rhon trosting very routine

Angrars Since ito pomborp ere kopt currently cbreaot of ‘o
wido vorioty of coorging oitustienc, tho [SC 4o vall
equippod to diccuss urgent problemo ap woll ao routine
cnes. Sho Propsidont hes in fret dotorninod that ho

i1l ooim deciolonp on notional cocurity policy --
except in cposicl ecocos of urgency - only vithin

the fre-—morhk of tho Council.

Quo atiqm Othoro maintoin thot, doopite tho efforts of tho

Bpocinl

Aogiotcht to tho Progidomt for Dationol

Bocurity Affairs to tho controry, tho pepers e=arging
froa tho prococs aro otill co cosproaicod ond- gongrol

0o not to furmirh clearcut guidsnco for cotden.
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Angvor:

Angwor: .

It 10 a govorning concept of tho ST that ito
activitios vill not be linited corely to arcos of
ozency ogrocoont end that the Council, on 1to otn '
initiotive, will cock out aroes of ogency conflict

or omiooion to oct, co oo to porcit proscntation of
alternotive or nov courneo of cction for Progidontial
docioion. Undor the prosent Administraotion the LSO
process hay boen oxplicitly dosicned to ogrure thot
divprgent viovs arc procented to tho Proocident ond
thot reooltont guddenee 1o rolovent ond forthripht.
Tho I'SC Plorning Board, for excrple, 4o oxplicitly
directed to tdcntify possible alterantivoes in the
forpmlation of policy rocommendntionp tnd to avoid
mdepireblo comproaicos rhich conceal or gloss ovor
ronl differconces. Such diffeoronces, 4f thoy coanot
bs resolved, aro reportad to tho Coumeil ond aro
noither cupprossed noy compreaicsd, Moro then holf
the policy otatersnts thich aro gont to tho Comneil
fron the Pl:mning Board contain oplit viows, lorgely
on irportent i0swo on vhich ono or nore of tho IISC
sgcnoien hao indicotod o strong divorgenco of opinien.
For axprplo, a rocent paper doaling with a fundcmental
policy contoinod 19 cplito whon it wns sent to the
Coumncil frea tho Plonning Board end required five
ouccogoive Council mootingo dbeforc final cpprovol.

Othorp urgo thot tho USC procoss bo roro closoly
gosrod to tho bedgotary procoss. It 4o held thot
the two nov go foruvnrd eoscntinlly indopondently of
each othor, cnd that budgetary docipions token outoido
tho Comodl fro=ovork often nogate or chrnge the intent
of NSC policy popors.

r
Budgetary dscisiono ore desipgnoed to refloct Presidentinl
docisionp, vhothor token in the USC or cloeothoro., It is,
of cource, tithin tho prorogativo of & Progsident to nako
o dociolon rhich puporcodes ono nodo corlior by hing
tvhot io irperative io that vhen o dacioion 4o nade he
hove evailoblo to hin all infornation relovent to tho
problea. It chonld bo noted that tho procent Nduinio-
trotion hog odoptod o policy of roquiring thot all USC
papors hove ap'pendicco tvhich cleorly cpoll out the
fincneinl irplicotiono of the proposed policies.
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Question:

Ansyor:

o
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Some urge giving noro formal recognition in rst .
doliborations to the prinmary rolo of the 8ccretory - .
of State in notional cocurity policy formulatiom,

Tho Cowmcil 10 o corporatoc body, compoged of individuale
asdvioing the Precident in their oym right rather than
ropregentatives of their regpective dopartnents end
agencien., Thelr function chould be to ceck, with their
bockground of=g@ipbrience, tho most stotecaenliko solution
to the prodlens of nstionsl gecurity, rsther them to
roach golutions rhich repregent morely o compromise

of departcontnl powitions. In octuality, of course,
initiel drafts of moot policy popors roviowed by the

NSC aro prepercd by the Dopartaent of Stete. All policy
popers revievsd by the ISC refloct the tritten viows

of tho Departnont of State, cither throuth scquiesconce
in the paper or through explicit cuggeptions for alterme-
tive languogo. ‘The President, howover, nust have complote
frecdom to pelect those coursen of action he bolieves
veot oppropriate ond rhould not be deniod -« en the
proponal suggests -- full opportunity to considor tho
viows of his ‘other Comcil morbers. fis Propident
Bicenhowor pointed ocut in a rocent procs conference
(Pobrunry 17, 1950), it is hip depire that every cendor
of the ISC bo %just ao free to cxpress hio opinion s

2 men cen bo," ond that "nobody is barrod from bringing
up ony fear or eny nntter, any prooccupotion on big mind,
cny onxlety or comvict.im.

Scmo proposo cnoouraging dabote on more nhnrply dofined
icsuos by giving departaento or ad hoc toack forcos more
opportinity to progent policy arart‘é‘?:mmy to tho NSC.

Tho USC now follows a practice of acking deportaents or
84 hot tack forces to prepare materials for diroct pro-
‘Bentation to tho Council. 'Debate on woro cherply defined
issuso® ic not in itoolf cncourcged, howvover, marely by
giving departnents or took forces more opportunity to
precent policy drafto directly to tho USC. Shorply
dofined 4ocouns oro bept dedoted if oltermnotive courceo
of cction areo precented for diccussion, os 1o the caco

in popors doveloped through the Plenning Boord mechoniom,
thich poroits ecch roober doparteont or agency to placo
boforo the President procicoly the lengunge it wvishes
againgt chotover backgroend of cocon pgrecment has been
rcoched. To tho extent thot cpeciol reporto orc called .
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for froa verious departnents end sgencies, the prosent’
process normally permits them to be reviewsd Ly tho .
Plenning Bonrd, thich makes it possible for divergent
pointo of view to be covght, dsboted, end presented

to the Comncil mimultenecusly wvith the bssic report.
The process ¢loo sosured. sxple opportunity for study
of the fasues, in n&vmn, by thor:a tho ore to attend

' tha ﬁo@cﬂ Ecating

Still bthem suggﬁat chenging th ctmpouitim of the N5C
end the Flenning Board toward the end of giving gresnter
weight to the views of the Stete mmd Deflense Dr:pnmenta.

. 1f the Presidont 1o to hove the bensfit of ol rolevant

of viev $n taking a docision affecting tho nstionsl
pacwrity, it 1e nocespary thot all responsidle egencies
hove tm opportunity to present thoir recocmendations to
him., fThe tuight vhich the Presidont sooigns to the. viows
of the Deportzents of Stote cnd Defense shon thoy sre at
varimce with othor ogencies 4o nocoosarily o mattor to '
bo kept to the disorotion of the Prosident rothor then to
bo dotermined by mn erbitrsry forouls. In.zny eoveat, the
ﬁlﬁmtﬂ decipion 1o thni; of the Pmniéﬁnt.

mhﬂ’rﬁ propose noldng grester uco of, "disctmfim pcpem”
to encourogs wido-renging and penﬁtratim explornticn of
critical policy mwﬁn, .

During the past yoar the USC hoo mefe cmnidambly greator -
use of "diccussion papors® designod to outline clterative
courees of action.  The USC stoff 4s undor explicit in-
structions to maks o continuing exeminotion of the totolity
of national gocurity policies with & viev to dotormining
vhother gops exist vhich should be filled ond wvhether
frportent curvent icsuss ond the policy teplicstions of
mticipated devalopments are bdeing aéequntely sxplored.

It io noreally i@ofﬁtiva, howsver, that tho
be later followed by ° "policy paperec®. dﬁﬁi@ed to ontlinu with
jjrneiﬁion agrecﬂ o’b*!gctives und courpep .of sction,

8o Buggeat gubotontinlly or ﬂoﬁeat}y @creauing the aiza '
of the HEC gteff, with particular fofeverco o bmudc:zing
the ’bam of acientiﬂc end nilitory cotpetema.
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Question: What are the merits and shortcomings of moves to shift

the fcenter of gravity" in planning toward the Presﬁdential
1eve1? '

Answver: Merits of thia proposal include asssurance thet no single
department will take precipitous action and that all
relevant points of view are considered in the process
of policy development. On the other hend, there would
be orgenizetional layering and perhaps overstaffing,
a8 well as » potential danger of failure to assess
operating realities vnless appropriate departments
were given full opportunity to participate in the
making of policies qhich they would later be- expected
to cerry out.

uestion: What observations are sppropriste concerning the problem
. of organizational arrangements for staff éssistance in .
the national security area?,

" . Answers: As pointed out in the Committee Report, each President
- needs great freedom to adept his office and procedures

to his own nature and experience. He should, therefore,

have maximun posaible discretion in organizing national
security policy-making machinery snd in orgenizing and

Declassified in Part - Sanitized Copy Approved for Release 2013/08/22 : CIA-RDP86T00268R000700130008-5
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Sl fing the Toeculiive 000800, U?Tﬁf QUITERt esreuncions oo
e precnnt arcenisationsl CFzﬁﬂﬁc L
. in the net iﬁﬂﬁl securlty

o\
KA NN S
Cﬁt¢gdcc~ﬁzz.

AL, B0 TTY DECARDOWNTS:  STATE AND DRFINST

Gvoctiont Are the rc;pcnsibilAtic“ of uhe Stete ond Defence Deanrt ent,
i neotlenal gecurity poll cx-malking now correctly defined ond
gjviﬁcd?=’1?mﬁftf ghha it GE.&RL0§M§OOQ?

a 6‘ “:‘ . ‘
- = .
vy eyyrey g B [Py 1 - — R . . BN, ek
Lnguers i oeencral, the L:Hg@“ﬁvbﬂ iu g of Lo Depariments of Suobe

and Du fcn“ﬁ <0 nevional cecurdty policy-makin~ nov o ooy
te be correctly definge nnd divided.

Quostiog: Should tho aocrﬁtary'af Jtate be ,CTT”le chorgod with more
respensibility in comneciicn with our defence posture andg
the defence budget? '

Aner: Pur defhnse pesture and our defense budret refleet netionat
ancurity policies in whooe aevplcp“ﬂn* the Seerctery of Stato
nos pervicipated fully. U~ adddtionnl responarbitily would

BPPELT Warra nted,

Gaoald the Secretery of Sunte bo esked &0 tosc ALy in the
. Comerass concerndng foreims poliey iwp';uatloﬁ of the
gelleneo budset?

Anarars e Frog iﬁﬂnt heg the Canetitutionel 1 ”mrp@nsLbiJ¢ty of
edvicing the Lcr[ egs frem $ir2 to $ire ao to the Btote
of the Union. foe fanuni State of the Union Messoge, the
Budret Hesaege,. th@:ﬁ@@ﬂﬁuic Rrr@rqé and other gpoc qu
nesceges provide” freqvnw& cpportdnitics for the President
to epprise C@nwreﬂﬁ g o the notien's posturc in defense
end other metters.,  The Congrago is undoubtedly entitled
4o ack appropricte witnesses to tostify on bille whieh
come bafore {t; vhether the Secretaory of State would he
in positien to provide informetion 26ditionel to thol mode
availohle in the State of the tnion Lﬁfcaga or by other
TMRSHAECE OF VWAMENCes rurenre guostione Ble, porticularly
e ot fe reealled dhat e See retasy of Shoato e
thireuph the N&C procegg - will hove Jodned an ropcomencing
the cofense budpet to the Frocident. |
Huoeticn: Would 4t be dosireble te creste o Tauper-Secrotary of Stoted
“vhe would be regponsihle for the over-all dircetios ef

ferelen hffoirs, and the nig =0t have wnder hin eedivional

sceraverios of Gobimet remis far geeh sreas oo diplencey,

Informistion ond forcien veonanie matdora?

-
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Quegtls tion:

Answer:

Quegtion:

gnswer:

Question:

AnSwer:

Would 1t be deqirabie 1o create a Minister of Foreign

Affairs of Cghlpst rank, r-sponsible to the Secretary of

State, who oould represemts .,}133 United States at Foreign ‘ o
Ministers! meetings?

m™is- would not appesr practicable., The proposed positibn
would be. comparable to that of an Ambas_sador-at-l,arg\- ~-
not thet of a F‘oreign‘ Ministef.

Would' any otner arrange—xems help, such as appointments
of Ambas: ado%wg&«hargp?, f. :_:;°‘ .- -

Depending ca P:e.,f'cunstam. r’ea %he, picasional appointment of
nmbaSS'adOl‘S*afh ga,r(m uup b& hnlpful

what i3 't*e proper rplatmnsh'ap betwen State and the Joint
Chinfs of Staif (end/cr *tne Joint Staff of the JC3)?  Sheula
a representetive of the Jrcretary of State participate in
ciscussions of 4ne JU0 when appropriate?

The Joint Chiefs of S$tuff are military advisers to the

Secretary of Defense. .The proper releationships are between
the Secretary of State and the Secretsry of Defénse .and are
besically the raosponsibxljty of the parties concerned.

There would, however, appear to be no greater justificatiocn

for a representative of the Department of State sitting

with the JC5 than there would be a representatlve of the

Bureau of the Bwiget. . . .

|
|
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Should & repreaentative of thé JoS 'sit-with the Policy R
Plgnning ;Staff-of State F(and/or other State Department T a
: zs“ iﬁf i- :l: ‘; Hé ;’g' *j F, ) st :731 ;ET - 'Iﬁ;. o
'I?here would appear "to- be, no: paf‘ticula , 'reason why a” ', o
o mpreserrtat’l‘ve ‘6f thé ,JCS -should: +8it with. the POlle P e

Planning Staff*of the: Department of, State- and/or other:. »+:t

internal State Department groups., .The.advice of - the _‘ f: R
£3CS 1s reagily. agailable,to, Stgte 'g;fougb:"establisheﬁ Y
“channiels Xy . :;3»-%— AR A O R T
X Is*}'}? the ?eﬂéip%nsibflﬁt& &54 B34, nc?ﬂz properly conceivad? ,4 PR
o JIf not,ww}@aﬁ«snmdﬁwmh g% 0 wo L s
Ny . et m,,;, ,:,. i !* , i - W s ‘-., A S
'*’The diirrent responsibility of the ISA appears to be B
properlv* concgiv“-d. b - . oE .
Should officialsvmth moré dlverse »backgrounds and PO ’
‘ mxper’ience be brought.*nto the pol‘ cy planning process
in State and Defense T A R TR ¥
L o ;{1, e . : o IL‘ - g 3 . AR ﬁ; ’;_ ;}:‘? .
& *=f’-F‘rom the point o,f v:!.ew of the Bureau ot Tre” Budget it. “*“ R
éwould*‘»bé‘ o”t‘i'emely,ghelpfu Ui, officials with- flnancial . S
g backgrount‘s and gxperlence “were Erought into the policy 5_'
planninff proces in Staue and Defense._ o e fg) T PR Z; R
s ’9“ & AN o %, s R e ~w‘ - e -:" Jﬁs * LI o
' _O,uestiom»;usﬁthere r.eed for ay joint State-DOD-JC"~‘ Plannmg_ Staﬁ? G e
f N S [ ,.a‘ﬂ”‘ ® "'% f "’ ' "; ﬁ; e Mw S Jon * \‘.
Fow T ﬁnswur-’“"‘ For the planningxano broad execution ‘of national securlty L e
LT olicy it is deemed “zc',‘g:oscary to'assure partlcipatim of * ’rf‘ T
o all ‘agencias representedf«in “the Nationsl :Security’ Council A
! PR .- ‘and the OCBad ’Ihef@"’arg,dgowever, undoubtedly “instances L
I "related topolidfiwkicitiohtuich would be facilitated? T o
N 4 , by*consultation among = fewm' arencieo. ;Such consultatlon K s
e l; A ﬂis undoubtgdly carrind out at pres?»n N 1
¥ . %"é L f* S “w n it E R S »f W e Poaet e T - .
I g estion: Can greater,, use be n365 ‘of ad, hocnnterdé‘bartmental task
5 e forces ‘ol special issues oi natnonal sepunty policy’? e T
: et o . L e : L
R It is be mved rraxlm\m ieasible ige’ xs now made of such v S
voog ‘committees. It is haces sary, ‘however; ‘that ‘all appropriatc L
onolcc“‘"be given an. oppr‘rt.unfty to rnvlew vhg:.vesu] tant e *"
s o repor La. before ﬁnal I‘f"‘OW’Y{PnddtlcnS ate made" to the v S
- y Prens1 devlt.” g » : w TV L e R
po Question' Iq the proposed joint career serv‘ice practical and TR :
. JE wort.hwhn.le? R T TS S LRI DRI T
e PR
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I S If so, how can it be" administered so as to assure the P, o
S RO selnction of outstanding individuals and their assignment L
' SR AU 7 nreas where their skills can best be utili ed? *uf “;j C o
. A What special problems might drise in integrating nil*tary
R o oA of’ieers into such 8 staf’ and how might they be*solved?
PR ~

T . =" "Answer: “«":No off-the—cuff anawers %o. thesa questions are possible.~ !

. o R A furthgr-itggy of the progagpd cons 1is recommended.i n
¥ s S FEEEE % . 'b. ¥ . R g o
. T A - \% Ly et E ,;; Y. L g ® [
S SRR RESS%RCES Foﬁ A4 AL SECURITI
o A‘ R i&; . Y - ooy - , o Tﬁ' g oo p '\ . LA 4 B , & ‘i

. ., - ~Question: . Should State and!Defense“(and pPrhaps other agencies cor- o

.o« 770 -cerned with natiqﬁal security) participate fully ‘in-the L,

s 0 -7 initial establiehment of "budgetary’guidelines" for. ., .-
DA S national security programs? - S S

KL N
more e \;%- .

i
f

¢+ Answer: - Overall budgetary*guidelines must necessarilv ‘consider the
. ST T T totality ‘0f the nation's requirements, & process for which .-
& . R . " the: Cabinet offers’ a more appropriate initial ‘forum than. .
- A .- ¢+ the National Security CounCil. A1l principal agencies of -
: AT e e the Government are: thus afforded an opportunity-:to participatec S
T R 18 the deanopment of guidelines, slthough’ the final decision,; .

« e

I3

PRI **‘;@;=: of. course;[mﬁbt be that of the President.

v..t’

- ii?“%Questionip qus the present lengtb of the budgetaryﬁcycle diacouragef S
: 2T - timely initiation of important new programs and encourage . ' .

. s+ .7 -the .continustion of old programs after they have outlived ’
) .- . o« their usefulness? If so, what might be done to shorten
e T T e e the’ cycle? ~i“s‘_4, . L SR . " . »
- " L :  man e c f’* L e
« " " Answer: " The totaliﬂf”of’i@nds includgd in “the: major national security’
- %, . " budgetsand tﬁ% Gegree of - administratlve flexibility provided’
e T by lawe pormit adequate opportunity to: initiate new'programs,
ces T, or dibcontinue old ones. Continuing care must be taken,
e Y hOvaer, to’ éssure that programs ere not frozen at the. ) .

a0 i‘i ‘technical service level whéther or not time or technology :'r‘f .
. »f"’"; = has ofbrtaken the . Program, R§ N PR
.- N 1 4-- 1 . e .’j"‘r . T ,‘

; 'af‘: Questioq'ﬁ Should the budget be. prepared in another form? Some maintain ’

o oL < thaty in its present’ form, 'the budget conceals policy'alter- s
f P ’:K;‘; . _;i-j‘natives of. cru01al importance rather than i[luminating them.

e

: :'j o Such .reforms as s functicnal- budget for the armed services
) Lot are proposed Hbuld this or: similsr changes be in order?
K o e e - T -
L i %;; Answer: * The President's budget is a program which results from a
-.f:l* (e oa ; choice-~ between policy alternatives and- necessarily rel lects ' ot
e e decision rather than inde"ision The Budget Message, howevei,
. | .“ . :';, : . .vr%‘e" b‘ ’r,t{.t‘ l: ; \ ‘; . ‘ _a'i . S e o
. .oE ) . ".;‘1 B . Cmg . e , #
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H ol - LN [YRNER )
v E’% L& ,
Furthar cons*deratlon gt o functional, buoget for the !

“Department of Defenge. is warrantedy-particul arly’as to S
the*spevfficqfunctiwn& brﬁakdown to' be usetd. Howevel,
Call ppropr}at;dﬁs wg@ igr babiy need to be made to the
Spc“etarj ol ﬁeienso, ﬁ' acquzescence cf congr
-Lommittﬂe %n the APv:56j arrangements woulcd be’

n,

e51rable.

i,
= {

P . - iy : . -
’4Qi%9€ionﬁ Shétiid - tﬁQEE@§§FA5""n”Pgpﬁﬁngﬁhfi Sheal alt ernavive budgeto R
REE “for aol major nat;‘ﬁal*"n”ur*t pTrograms? ~ Some wish to .. N

At &t X do ]ars,;aﬂotner at perhaps »
e vel; and stil’ anotber ‘at perhaps
} Sucn a proceour - they hold" o
"‘pollcy-m.ﬂ!{er" to see more CLearly, and .sooner, L
What is oacriflceé and what is «?aaned .at varlou";ﬁxgendi-. EERI,
ture 1evels., Can'and ShOUid thi; - done?, S :

%

Y

. S, ST wm Y
i a e o S e
apr -

;.; tion ”Should the NSC procesa be more cloqely rel afedkﬁb?ihe

}'ﬂl‘i’{- ’.

A\

Bt ﬁﬁ*; . budgetary process? . L.

As noted e%rller, the: budget;is deaigned to reflect ‘ oL
Presidential’ dpcisions, whether’ madé: through the NQC L e
g . or any ‘other process;: Jnder present arrangements, ~the _
S R " NSC: he rudgets for major. national } v

S

Lannually;rev1ew
S security programs torassugerc@nstancy with" maJurg
Dl e natjonal*security p011c1., Thiugprocedure appears
; . satisfartozv.‘ AT

a

S o ’*‘

.
na B

‘guesﬁion' Some * ‘now feel. the need for a Iourth annua] report from the
‘ R President s=wg? Hequiremehts at® Re urces Report.hlln broad
R LT vooutl line, the report would have - IlVe main elements" :

" . 1 - ) L o rE I»A ll{1 “ 2 . p».n - B
f Y r * gl P

One:: s It,would contaln‘a utatenent of our over~all
- nng—term stra gy ’or nationalosecurity.e

.

Two:iilt would pzﬁsent ‘as a "pecxagn",.our overzall, v

“‘WOnp—term requirements for foreign policy, delen sey o
‘__(‘an'7 domesxzcmproprams affecting our” world positlon, - ’
luCLudng a statemont of program priorltles.

u . jlu?s
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Three: It would'prnsent, also as a "package",
‘leng-term projections of the resources
needed to meet these requirements.

Four: It would relate both requirements and needed
’ _resources to the nation's present and future
economic capacities.

Five: Tt would con%aln recommendations for corrective
. action whereve§$future regources apnear inadequate
to meet our needs.

Would the presentation of such a report to the Congress be
‘desirable? B

Answer: - To the extent the prOposed elements are feasible, there'is
nothing to preclude the incorporation of unclassified mater rials
in any of the three major Presidential messages or in any
subsequent’ special Messages. A major problem in regard to
long range projections in.a democratic society lies In the
multitude of wncerteinties involved; in effect, for a long
range projection to be asccurate would require economic and
other controls to gssure that the long range situastion
conformed to the projection. Ewven present procedures,

° . which involve 2L to 30 month projections ifi conneclion
with the annual budget c¢ycle, are subject to a substential
margin of error. '

V. SCIENCE AND THE POLICY PROCESS

Question: Tt is obviously .vital that radical technological developments
having major effect upon the world balance of sclentific and
military power be (1) speedily identified while still in the
conceptual stage, and (2) rapidly pushed to the top-level
decision-makers.

Many hold that past and present organizational processes are
. not adequate to accomplish this end.

One suggestion for reducing institutional "lag time" in these
matters calls for setting up specisl watchdog: groups --
exclusively charged with "flagging" crucial technical programs
at the eszrliest, possible date and then speeding .them to the
highest docision-making lavels.

Wouid this or alternative steps be desirable?
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Answer: It 18 agreed that science should be adequately
' reptesented in those areas where policy impinges
on sclence, so that scientific considerations nay
be incorporated in policy making. This relationship
between scicnce and the policy: process has been
recognized in recent years by the appointment of ‘a
Special Assistant to the President for Science and
Technology (who is invited to attend all NSC and
Cabinet meetingg), by the creation of an active
f Science Advisory Compittee to Fresident ag a
¥ successor to'ﬁﬁaﬁaégﬁéciencgﬁaggipd?y Committee, by
the creation of the Fhderal Council on Science and
Technology, by the appointment af 2 science adviger
to the Secretory of State, by extension of invitations
to the Chairman of the AEC to ‘attend NSC and Cabinet
meetings, and, asp is noted, by the general upgrading
of the research and development function within the .
three services and the Department of Defense.
Representatives,of the National Science Foundation
and National Aeronsutics and Space Administration
are also invited to participate in the NSC and Cabinset
processés when oppropriate.’ It is believed the above
innovations afford ample opportunity for "flagging”
cruciel technical programs and speeding them to the
highest decision-making levels. .

Question: How, without straitjacketing technological development,
can State and Defensas furnish those concerned with develop-
ment more useful guidance concerning the paths of technological
exploration which might best enable us to further our over-
all political and military objectives? :

Answer: " There is nothing,td preclude thig #1ght now.

usstion: Whoat institutitnal changes within tne Department of State
' - might help give political policy-makers a better under-
standing of the impact of research and development prcjects
on the future of foreign policy?

'Anawer: The recent establishment of the position of Science Adviser
y to the Secretory was designed to prove of major assistance-
in this regard. o .

Question: Whot institutional changes within the Department of Defense
might help glve. genior civilien officials and military
officgrs a fuller awareness of the relationship between
scientific developments ang defense planning?

. : 0700130008-5
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Answer:

Quesgtion:

Ansvers

vestion:

_Answar:

Questions

Anawer:
R e A o
usstion:

Ansver:

212 -

The recent establishment of the Office of Director of
Defense Rescarch and Pngiheering, with responsibility
for the Defense Science Board and the Weopons Systen
Fvaluation Group, was designed to prove of major
pssistonce in this regard. Further, each of the three
service departments hos either an Assistant Secretary
or a Diréctor for Research and Development.

Would it be desgirsble,, tGHard the epd pg closer Joint
scientific-politicel ,mflysis snd.platnkhg, to assign -
more scientists to positiocns in Rofif;gql oreos, i.e.,
the Policy Planning Stoff in State, or the Office of
International Security Affairs in Defense? '

Insofar as science and technology:are concerned in the
national security process, the mere ‘addition of 2 scientist
0 o wnit concerned with formulating or executing policy
in which acience ploys only an indirect part would not of
itself provide the scrt of relationship contemplated.
Bven an active scientist cannot be versed in all fields
of science, particular’y with the highly specialized
nature of scientific activities today. Scientific and
technical advice must continue to come from the men
working in the various scientific fiselds. It would
appear most desirable, as has been done, to assure the

participation of the Specinl Assistant to the President

for Science and Technology in NSC and Cabinet discussions.

Would joint scientific-political planning at early stoges

in the decision-making process also be promoted by assigning
more political and military plnnners to posts in technical
areas? e —

T

See answer immediately above, '

Is there a need for raising the préé%ige and status of
scientific advice within the Department of State?

More time is necessary adequately to assess the role of
the Sclience Adviser to the Secretary and of the scientific
attache progrom.

What is the best relstionship between science and technology
in State and Defense, on the one hand, and scientific advice
at the Presidential level, on the other?

The present system appears to work satisfactorily.
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Vi, TLTLK JR0UPSY: WdAT IS THEIR CONTRIBUTICN?

Speciric surrestions made sc far include the following: '

Question: A "White House RAND" making studies for the President's
national gecurity staff and/cr the National Security
Couneil.

Answer: The report notes. that policy research must not be confused

with policy meking, If it is accepted that the actions of
the ExecutivesBrinch vill nprmefly be determined within
that Brarich and not by external agencies, it will be
reasonably obvious why it is both desirable and timé-saving
to assure that executive agencies participate from their

* initiation in major national security studies and “that
the studies not be made by groups unable to root their
conclusions in operating realities.

The experience of the past several years has indicated
substantial "in house" compstence for such studies in the
Government; from this point of view there would appear.

: to be no necessity for a special "White House RAND" to

. make studies on behalf of the NSC. Actually, as is the
cage at present, consultants of the highest stature can
and are brought in to agsist in the development of studies
or to review existing policies. )

Question: A ®"think group"™ for the State Department.

Ansgwer: It is recognized that the Department of State, along with
other depertments of the Government, should be in position
to seek outside advice on any of the policy areas for which'
-1t has responsibildty. How such advice is used is, of course,
a matter for the judgment of Department officials.

" Question: An organization Jjointly sponsored by State and Defense.

Answer: As has been noted earlier, interdepartmental problems --
Yy snd large -- are best solved in forums including all
major departments. Other than for purely operational
matters, it is doubtful thot & Joint State-Defense research
organization would have a broesd enough base to command
substantielly mcre attention than one responsive to a
single department. .

Question: A group working for all the Exscutive Branch departments -
and agencies concerned with national security.

| o
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cNLw're Av noted alove, 10 15 doothral L eny or ap reepensivie
to a congeries of departmentc would see adopted proposals
vy whiich major Jdepurtments took axception. The rmore
desirable course would be to place in tha agencies frcm
the teginning whatever poliny problems were deemed to
require study. In this connection there has been as yet
no determination of comvelling need for a new organization
to initiate or. .carry out policy, research projects.
A wide range of arch iajhggﬂ Zarried cut by govern-
ment departménte ahd agencies,op{y instituticns under
contract to thes®Bigrnment, by mamy of the universities,
and by private organizations.. ¥f the product of these
efforts i3 not adequate to the needs of the Government,
1t is not becatise the facilities and organization do
not exst, There would undoubtedly be merit, however,
in making the end products of such studies more broadly
available t5 other government agencies than appears
to be the case at the present time.

Question: A similar group respdhsiblo to the Congress.

Answer: The merits of the proposal are not clear. Neither is it
clear that the judgments of such a group would necessarily
have any significant effect on.Executive action.

‘Question: To the exten’ that the development of semi-autonomous policy
regsearch organizations is desirable, which departments or
agencles could best profit from their services? The State
Department? The National Security Council? State-Defense
under a joint epopsorship arrangement? - ‘ .

Answer: Other than in unfedal tircumgfanEes, it is not believed

that available evidence confirms the necessity of such
organizations except ®s they might directly serve individhal
depsrtments. ’

Question: Are there any special difficulties in using such organizations

at the White House level?

Angwer: As indicoted earlier; there are difficulties in using such
orgenizations at sny level sbove that of individual departments
and aggncies. )

Question: Should we try to build on the resources of existing organiza--
tions such as the Institute for Defense Analyses, and expand
their charters?
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. Angwers: -’ This would be a matter ior decision by interested agencies._ ‘
Bl . e I ,—.J . N « w N . R i s 2 ‘
Questicn: In=oiar as t.here is @ probiem oif unequaL standards m pay. .
< "and prestige bLetween such rganizatmns and policy* res-arch :
R : w1thi“n uhe government, how can. thig best be handled? L ’i
. . ] - . ! L. ) '
- : N L T
) * * Answer: It 1s doubtful t.ha’o ‘individuals responsible for thc- develop-
0 N ment of nat&onel%"secuntv polfcy, c could or 'ghould -be’ categorized
‘ : g +in such fashFoneEhasto “pe rmigts BP0 be treated differently -
© ' § + from other. S ayent, empiwhs@.n the matter’ of salaries.: .
. S - The. problemﬁgtgref,ore, ﬁilh-peqﬁ to be’ treated in the conyext.
H< A n . f‘ of the. totality of ﬁGovernment‘ personnel proposals. In this "
& connecticm t.he_President hsz f's proposed to the. Longr-ss ar -
P revxew of. all cwensatiom,#sﬁws in the ‘three branches
i “° 1. .- of the Federal Government, directed toward adoption of an .
) ok o equitabl tmployee compensation policy.-‘ e .
[~ T guestion.” Are. there better m-thods for stimulating .and making use of .
S policy ‘résearch in important problem areas eat universities v,-f
- S g e fg - and. inds vidual s'tudy cenbers? SIS SR
: N PR S da - T . e
| ! . N E "‘.‘ . L * F“ & B . . R f ) e 'g'. o8 o . i
s Answer: Rone are known. e A _,J, '1 ST e
o o —\h" . ' : J » a0 “@', L co? w " i * x- Lf." S p
R -Question' : What steps, muid encourage more productive policy- research
R s .within the government, «withﬁparticular reference to the ** .. ;
' T L SVIRE State Departm-nt and the defensge’ establishment? .
o yg; ‘, . . : p.f -4 . g; & T " s, we
Lo “Answer- et Since such research is ‘the ree'ponsibility of agency heads, &
Ce s the several.departments ‘and "agencies.would be better Iitted
P PR to dlSCUSS ‘this*problem.. . However,f,it ia not clear that ARTE R
- oo presen‘o reaear h. is inadequate.ﬁ & €7 AP
. . k.,‘ é.; - P ¥ % ‘-q qfﬁ ‘:"a :;£ woh o o - .
| - A AN S VII BE'ITER POLIC.I'HAKERS el T e
; ) £ L. 4 o - 1, {(pv,‘* EET R 5 o ( . 5 S z f S S ’q.' yljz.‘ - .
N S ‘@msﬁpm

‘A‘l;‘host a1l authoritieq agreesthat . inadequate compensat,ion N

Yo ... "o - 'y is a primary cause of.our inability to -secire and retain’... .
4 . S 7 ‘better. key officials. " Few profose that governmental salaries
W s e s . be ‘brought to industriali evels, but almost ‘all- recommend a -
8 el e L{ narrowing .of the gap. They note in passing”that the: gradual
P R but. steady rise in’ university"sala ies ‘holds -forth the .
e et prospect Ahat the salaries oftkey government officials may . )
" ?ﬂg;fl_ -goorn con"pare unfavorabiy with top pos:Ltions in the academic C o
i | . Lo conummity.v,f . i -
L R What recomnendations are appropriate to meet this problem?

L " 3— ¢ 3:‘ ) W‘ x L '|! S . - &

ol T AEIETE SRR AT
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"~ Answer: 1t is doubtful that individuals responsible for the

’ develophent of national security policy could or should -
be categorized in such fashion as to permit them to be
treated differently from other Qovernment employees in
the matter -of salaries., The problem, therefore, will
need to be treated in the context of the totality of
Government personnel proposals. In this connection
the President has propossd R the Congress a review of
all compensatiehi:»atems inﬁthuihTee branches of the

Federal Governpgl 5“-irected¢m@§§bd adoption of an
-equitable emplpyeeq@ompensationupolicy. .

Question: As a general rule, how long ahould a person gerve in a
top policy-making. position in’ "order to learn the job and
begin to make significant contributioqs?

gﬁsuer: Much depends on whether the 1ndividual ia brOught into
.the position from outside the Government or is promoted

from within. The illustration given regarding the offices - -\

of Secretary and Deputy Secrétary of Defense is, for example,-
< somewhat misleading, since, as in the case of Secretary Gates, -

one individual may. have filled both positions. Very roughly,

however, an individual ,brought intd a position regarding -

which he has had no previous experience would protably require

six monthe familiarization; an individual promoted from the

position of Deputy would require far less.

uestion: ' Should a nominee be agked by the appropriate Senate Committee
. 1o give assurance that he intends to serve at least such &
ninimum period? : : :
3 ) e o .:: R
Answer: It would be perfec‘iy appropriate for s congressional
committee to quastion a nominee as to his intentions with
respect to his *service in the Government,. but since a
nominee 1s appointed to serve.the Preslﬂent the assurances
- should be bstween the President and the.nominee. By and St
large, what is satisfactory to the President should be P
acceptable to cohgressional committees.

- . Question: Could a contribution be made by a "sense of the Senate" .
resolution expresaing concern- with this problem? . °

Angwer: The President has en obvious concern and interest in the

i® ) problem, as well as. responsibility for its solution. It is
' c " ‘not clear how he would be helped by a Senate resolution.

Declassified in Part - Sanitized Copy Approved for Release 2013/08/22 : CIA-RDP86T00268R000700130008-5




W . L )

Declassified in Part - Sar]itized Cgp}( Approved for Release 2013/08/22 : CIA-RDP86T00268R000700130008-5

P
&

ki1

Question:

Answer:

_Question:

Angver:

Question:

Answers

Guestion:

Answars

Queatiom .

Answer:
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" Would substantial salary increases be helpful: 1t 8o,
vhat level must be attsined in order to make such action
effective?

It is doubtful that individuals responsible ‘for the
development of national security policy could or should
be categorized in such fashion as to permit them to be
treated dirferently from other Government employeses in
besglaries.  The . rovlem, therefore, 1ill
need to bb 8d in the gontext of the totality of
of Governmentwﬁézaonnel proposals. In this connection
the President has, proposed to the Congress & review
,of all compensation systems in the three branches of
the Federal Govermment, direcled toward adoption of an
equitable employee compensation policy.

How can a better climate bm created in the business
community for thelr executives doing a "tour or duty"
in government?

e - ’

The answer should probably be sought from the businesa .
community. :
Do thé copfiiéi of interest regulations prevent many K
outstanding. executives from gerving in government positions? .
If so, how can they be' amended so that the individual 1o
not unduly penalized, vhile the government is being
protected? .

s L ! -
Amendment of the'regﬁidtiona to require disclosure --
rather than d&?eagment -~ of holdings would appear helpful.

Vould perméhéhe”undéfsecretafies be desirable in the
national security field? ’

No. It is imperative that key policy makers be responsive

to the authority of the President; the proposal for permanent
undersecretaries would wndercut this authority. When adw
istrations change, however, it i8 desirable -~ as was true

in 1953 -- that selected officials of the previous admin-
igtration remain for a few monthe to provide continuity . -
in ey positions in the nstional security area. ' Basically,
continuity is provided by permanent career staffs. -

If so, in vhat particular departments or agencies?
Not applicable. .
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* Question: Should a major effoft be made to improve formal trsin.ng
at vorious levels for selected Foreign Service and olher
civilian employees, including additional opportunities
to attend university graduate schools? N

Angwer: Recent changes in legislation gave sgencies substantially

~ more flexibility in ‘this regard than has been true in the
past. This mew experience should be evaluated before any
- - . - ]

furthef* cha are‘mgge{° s 7.
. ; '\: A y &hﬂ u}; ' _ . . .
Question: If so, hbw might the Exechtive Branch and Congress best
: concerg9th§£?§erforthrto§this end? —
. CE L v, . .
Answer: Not applicable.

Question: . Should opportunities be increased for cross-fertilization
of ideas and experience in joint political-military-scientific
training programs, including greater ciwilian participstion
in ‘the various war colleges? - _

Answer: ~  No objection. .
Question: Would-iilbéudesirablé to. establish sofie new study institution,
. perhaps -sponsored jointly .by State and Defense and related
agencies,qgffering training-beyond the National War College
level fquaggimited number of sgenior officials? ‘

Answer: This seems doubtful. The edicational.curriculum at ‘the
National War College can'be set at. any desired levei.

Question: Many have°rsdsed questions Joncerning the present length
. . of toursyof Jfity of riilitary officers and civilian officials.
) They cit@q%ﬂe'progressively longer period required to master -
- Job requirements in many fields, particularly where technical .
_or-specialist problems are involved. ,They note approvingly
the gradual trend toward longer tours of duty, but believe
thet further action in this direction is required. :
et . X . .

What corrective action is in order?

. Answer: . It is belfgved there are still too many military and civilian
' . . tours of duty, particularly overseas, of less than two years -
in duration. These should be lengthened, recognizing, of.
course,” the necessity for changes in top-level positions at
the time of changes of administrations. ST '

@
‘ @ a o
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FOREWORD

The Subcommittee on National Policy Machinery was established
in the summer of 1959 for the purpose of making the first comprehen-
sive review of our national security policy process undertaken since
the passage of the National Security Act of 1947.

Its objective is to review the effectiveness of present policy machin-
ery and methods against the background of the changed perspectives
and problems created by the cold war and to make recommendations

for constructive reform where appropriate.
The subcommittee has devoted the first phase of its study to a
thorough and meticulous survey and analysis of the key issues in-
‘ volved in organizing for national security. Toward this end, the
| subcommittee has conferred with present and former Government
! officials and students of the national security policy process. It has
engaged in correspondence with key authorities on particular subjects
being studied by the subcommittee. The staff has prepared several
background studies in cooperation with the executive branch and the
Legislative Reference Service, Library of Congress.

This interim report represents a distillation of the main issues and
proposals before the subcommittee. During the present session of
Congress, the subcommittee plans to hold comprehensive hearings
which will focus on the problem areas covered in this report.

C e — — —

Henry M. Jackson,
Chasrman, Subcommittee on National Policy Mackinery.

JANUARY 12, 1960.
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January 18, 1960.—Ordered to be printed

Mr. Jackson, from the Committee on Government Operations, sub-
mitted the following

REPORT

I. THr ProBLEM
THE STRATEGY OF FREEDOM

In the 14 years since the end of World War II the traditional dis-
tinction between peace and war has been obliterated by a contest
which knows no boundaries and no limits except those 1mposed on
world communism by expediency. The competition is total—it is
military, economice, scientific, political, diplomatic, cultural, and moral.

Conflict, whether it be hot or cold, is a great simplifier, reducing
issues to their fundamentals. And the essence of the present contest
is the age-old struggle between freedom and tyranny. Free men are
once again called to unite their strength to outperform tyranny.

The need on this, as on all other occasions when free men have been
challenged, is for a unifying purpose and a plan of action, for the vision
to see the threat as an opportunity and for the will to persevere.
Free men must defend the boundaries of freedom, and at the same time

| work for an enduring world community of peace with justice.
i Good leadership in this cause is indispensable. But standing by
itself, it is not enough. The cold war confronts us also with a criti-
cally important and enormously difficult problem of Government
organization. The policy road between Washington and an Embassy
officer in Laos, a military field commander in Germany, an information
officer in Panama, a technical assistance worker in India, or a scientist
in a top secret weapons laboratory is tortuous and long. Elaborate
and complicated mechanisms and processes are inevitably needed to
translate the national will into coherent and effective plans and pro-
grams.

The National Security Act of 1947, which created the Department
of Defense and the National Security Council, and which called for
“the establishment of integrated policies and procedures * * * relat-

1
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ing to national security,” represents the last major revision of our
national security policymaking machinery. In essence, it codified the
experience and lessons of World War I1.

Almost 13 momentous years, however, have elapsed since the
passage of this act. These years have seen the cold war become the
dominant fact of international life. They have seen the obliteration
of time-honored distinctions between foreign and domestic policy.
They have witnessed a multiplication of the resources required for
national security. They have created as many new demands on our
intellectual resources as upon our material wealth, They have seen
science and technology move to the very center of the policymaking
stage.

'lghe Subcommittee on National Policy Machinery was established
for the purpose of making the first comprehensive review of our
national security policy process undertaken since the discussion and
debate preceding the National Security Act of 1947. The subcom-
mittee’s goal is to review the effectiveness of existing policymaking
organizations and methods against the background of the changed
perspectives and problems of the last 12 years, and to make such
recommendations for improvement of the policy process as are
appropriate.

Senate Resolution 115, authorizing this review, calls upon the
subcommittee to make studies concerning:

(1) The effectiveness of the present organizational struc-
tures and operational methods of agencies and instrumentali-
ties of the Federal Government at all levels in the formula-
tion, coordination, and execution of an integrated national
policy for the solution of the problems of survival with which
the free world is confronted in the contest with world com-
munisim ;

(2) The capacity of such structures and methods to
utilize with maximum effectiveness the skills, talents, and
resources of the Nation in the solution of those problems; and

(3) Development of whatever legislative and other pro-
posals or means may be required whereby such structures
and methods can be reorganized or otherwise improved to
be more effective in formulating, coordinating, and executing
an integrated national policy, and to make more effective
use of the sustained, creative thinking of our ablest citizens
for the solution of the full range of problems facing the free
world in the contest with world communism.

This study is not concerned with questions of substantive policy as
such. It will not pass judgment, that is, on particular policy decisions
made In the cold war. Rather, it is concerned with whether existing
governmental machinery gives us the greatest possible likelihood of
devising and successfully carrying out integrated and effective
national security programs.

The subcommittee assumes that we face a national problem, far
transcending either political party or any particular administration.
The President has assured the cooperation of his staff with the sub-
committee’s work, and the study is being conducted throughout on a
scholarly, objective, and nonpartisan basis.
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A PHILOSOPHY OF APPROACH

A wise and courageous President, top executive branch officials
effectively discharging their responsibilities, & Civil Service correctly
interpreting and properly executing our policies, a Congress affirma-
tively and constructively playing its crucial role in the national
security policy process, a citizenry alert to the great challenges of the
time and willing to make the sacrifices needed to meet them-—these
are the preconditions of a strategy equal to the challenge.

Lacking these things, the orgamzational forms of policymaking will
be ineffective—no matter how closely they may conform to the
principles of sound management practice.

But to say this is not the same as subscribing to the mistaken
notion that ‘‘Leadership is all that matters” or “All we need is 10
more bright people in Washington.” This study is based on the
assumption that good national security policy requires both good
policymakers and good policy machinery. One cannot be divorced
from the other.

The agencies and departments of the Government involved in the
national security process deal with a total annual budget of almost
$50 billion. They call upon the assistance, directly or indirectly, of
millions of people. They work through literally thousands of inter-
departmental and interagency committees. Daily, they must make
and coordinate hundreds of different decisions having an impertant
bearing on national security. Obviously, good organization helps the
policy process, and poor organization hinders it.

Certain points seem fundamental in seeking ways and means of
improving the national security policy process.

First, paper changes in organization do not necessarily bring corre-
sponding changes in policy. It is easy, on paper, to draw organiza-
tional charts which have the virtue of symmetry and which conform
to management textbooks. It is much more difficult to propose
changes which will help policymakers in fact.

Second, one should not impose rigid or doctrinaire organizational
patterns upon the policy process. The principles of sound organiza-
tion are constant, but they can be applied in many ways and with
equal effectiveness. Policy machinery should be adaptable to the
style and work habits of our individual planners and decision makers.

Third, proposals for change should build upon existing organiza-
tional patterns and existing institutions, wherever possible. The
potential benefit of possible reforms must be measured against the
potential harm of disrupting established practices.

SUBCOMMITTEE ACTIVITIES

To date, the study has concentrated on identifying problem areas
requiring possible remedial action and on defining and developing
lines of constructive and practical reform.

The subcommittee has held more than 200 interviews with present
and former Government officials and students of national policy-
making. These interviews have ranged from discussions with
Cabinet officers of this and previous administrations to talks with
“Indians” in the middle and lower echelons of the Government.
In addition, the views of a considerably larger group of authorities
have been solicited in writing.

S. Rept. 1026, 82-2——2
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In October, the subcommittee staff prepared a background memo-
randum identifying certain broad problem areas as meriting syste-
matic study. A large number of qualified officials and observers
were invited to comment upon the problems outlined.

Therealter, a series of more detailed questionnaires, each dealing
with a particular phase of the subcommittee’s inquiry, was prepared.
These specific memorandums have been sent to carefully selected
authorities possessing specigl competence and experience in the fields
involved.

The interviews held and correspondence received to date have
resulted in a large number of stimulating and useful suggestions.

The subcommittee has also profited greatly from two conferences
of unusual interest. In September, in connection with the annual
meeting of the American Political Science Association, the subcom-
mittee had the privilege of sponsoring a seminar on its study which
was attended by some of our Nation’s most distinguished students of
the national security policy process. In November, the Council on
Foreign Relations was generous enough to make the subcommittee’s
project the subject of one of its study seminars. Numerous fruitful
1deas emerged from both meetings.

Some dozen ranking authorities in various phases of the study have
been invited to become subcommittce consultants. This roster of
consultants will be enlarged as the inquiry procceds.

The Legislative Reference Service of the Library of Congress has
completed a bibliography of selected materials on the subject of
national security policy machinery. Certain background studies are
also being prepared by the Library of Congress and the executive
branch.

II. POLICYMAKING AT THE SUMMIT

THE NEW PRESIDENCY

By law and practice the President has the pivotal role in matters
of national security. He is responsible for the conduct of foreign
affairs; he is Commander in Chief; he makes the great decisions on
the budget. Increasingly his choices involve complex scientific and
technological questions. The range of matters on which he must not
only be informed but also provide leadership extends from agriculture

- to the zodiac.

The integration of national policy—domestic, foreign, and mili-
tary—must take place, first of all, in the President’s mind. The
consensus needed to support national policy depends largely upon
his powers of leadership and persuasion. The organization of the
executive branch for making and carrying out national policy should
therefore be designed above all to help the President with the heavy
tasks that world leadership has thrust upon him. The new demands
and dimensions of the office make it a new Presidency, significantly
different from what it was in more quiet times.

Each President will have his own style of doing business—the prod-
uct of his nature and experience. Each therefore needs great freedom
to adapt his office and procedures to suit the peculiarities of his style.
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THE NEED FOR POLICY INTEGRATION

Almost .every leading .civilian and military officer who served in
World War II concluded:that the existing machinery was inadequate
" for the formulation of overall national security policy. The National
Security Council, created by act of Congress in 1947, was one of the
anslxivers to the complaints and frustrations of World War II policy-
makers. v
The Council is charged with advising the President—

with respect to the integration of domestic, foreign, and mili-
tary policies relating to the national security so as to enable
the military services and the other departments and agencies
of the Government to cooperate more effectively in matters
involving the national security.

. Although the National Security Council was created by statute,
and although there are certain statutory members on the Council, it
is an adaptable institution, which different Presidents have used in
different ways.

Under the present administration, the National Security Council
meets more often and more regularly than before. The present admin-
istration created the NSC Planning Board, chaired by a Presidential
Special Assistant for National Security Affairs, and consisting of repre-
sentatives of Assistant Secretary rank from the departments repre-
sented on the Council. It also created by Executive order the Oper-
ations Coordinating Board—

in order to assist in the effective coordination among certain
agencies of certain functions relating to the national security
and to provide for the integrated implementation of national
security policies by said agencies.

In addition, both a larger number and a wider variety of policy
questions now go on the NSC agenda than previously. Indeed, the
President has determined that—

he will * * * (1) not assign an area of national security

policy formulation permanently as the responsibility of a

department, agency, or individual outside the NSC mecha-

nism; (2) make decisions on national security policy—except

iél speﬁial cases of urgency—within the framework of the
ouncil.

The style of operation has also changed. The burden of draftin
and redrafting policy papers now falls more on the Planning Boar
.and less on the departments and agencies. The format of the papers
has been regularized, and meetings appear to be conducted on the
basis of more precise agenda than formerly.

It is clear from the record that, while the NSC is a formal institu-
tion of government, it remains an institution for the President’s use,
.and its mode of operation must therefore reflect the President’s
.predilections.
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VIEWS ON THE. NSC

A wide variety of opinion exists concerning the role actually played
by the NSC in the policy process.
There is a general agreement that it serves certain useful functions:

It has been said, and not completely in jest, that ‘‘if there
were no NSC, we would have to invent one.” Few quarrel with
the principle behind the establishment of the Council and the
necessity for some type of formal mechanism for coordinating
and integrating departmental views at the highest level of the
Government.

The NSC also serves as a useful forum for discussion at top
governmental levels. It gives the President an opportunity to
meet, at one time and in one room, with the heads of the major
national security departments and agencies. A two-way edu-
cational process between the President and his chief aides results.

The “debriefings” furnished by the participants after NSC
meetings are reportedly very useful tools of communication
between the President and the departments.

Many attach real importance to the existence of a written body
of policy papers and a written record of decisions.

There is also general agreement that the NSC has certain limitations
in its policy advisory role to the President:

The NSC confronts the same problems facing any inter-
departmental committee, with 1its built-in bias toward
compromise.

It can never substitute for vigorous thinking and planning
in the departments, especially the Department of State.

QUESTIONS IN DISPUTE

Many suggestions have been made for improving the NSC process:

One: Some hold that the Council tries to deal with too many, and
too wide a variety of policy problems. The argument goes that it
would be of greater usefulness if it concentrated its energies on a
relatively small number of policy questions of overriding importance.

Two: Another point of view is that the Council is not well equipped
to resolve such problems of great urgency and that it functions best
when treating more routine matters.

Three: Others maintain that, despite the efforts of the Special
Assistant to the President for National Security Affairs to the contrary,
the papers emerging from the process are still so compromised and
general as not to furnish clear-cut guidance for action.

Four: Others urge that the NSC process be more closely geared to
the budgetary process. It is held that the two now go forward
essentially independently of each other, and that budgetary decisions
taken outside the Council framework often negate or change the
intent of NSC policy papers.

Five: Still others propose various institutional reforms for
improving the policy process. Among the suggestions made are these:

Giving more formal recognition in NSC deliberations to the
primary role of the Secretary of State in national security policy
formulation.

Encouraging debate on more sharply defined issues by giving
departments or ad hoc task forces more opportunity to present
policy drafts directly to the NSC.
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Changing the composition of the NSC and the Planning Board
toward the end of giving greater weight to the views of the State
and Defense Departments. _

Making greater use of “discussion papers” to encourage wide-
ranging and penetrating exploration of critical policy issues.

Substantially or modestly increasing the size of the NSC
staff, with particular reference to broadening the base of scientific
and military competence.

Improving the monitoring function of the OCB, by concentrat-
ing its activities on a narrower front of key problems.

Which criticisms, if any, are justified, and what form might remedial
action take?

NATIONAL SECURITY POLICYMAKING ARRANGEMENTS IN THE
WHITE HOUSE AND EXECUTIVE OFFICE

Some observers favor shifting the “center of gravity’”’ in national
security policymaking away from the departmental and toward the
White House level. In essence, they would have the White House or
Executive Office staff play a much larger part in the detailed formula-
tion of policy. They argue that such a step is needed to overcome the
parochial views of the departments and agencies.

One leading expression of this viewpoint takes the form of proposing
a sizable national security planning staff at the Presidential level.
Critics of this suggestion argue that such a staff would be too far
removed from operating realities to produce realistic policies. They
also warn of the danger of downgrading the prestige of the operating
departments, and reducing the vitality of intradepartmental planning.

However, even if moves toward centralizing national security plan-
ning at the Presidential level are rejected, Presidents, of course, still
look to their staffs for help in national security matters. The increas-
ing complexity and broadened scope of Presidential responsibilities
in this field lead many to think that more staff assistance will be
needed, not less.

Some favor loose and informal arrangements in this area. Others
think it would be well to knit advisers together through formal
organization arrangements in the Executive Office.

The following questions seem in order:

One: What are the merits and shortcomings of moves to shift
the “center of gravity” in planning toward the Presidential level?

Two: What observations are appropriate concerning the prob-
lem of organizational arrangements for staff assistance in the
national security area?

TII. Tue Ky DEPARTMENTS: STATE AND DEFENSE

ROLES AND RELATIONSHIPS

The Secretaries of State and Defense are the President’s principal
civilian advisers in the field of national security policy. In addition,
they are responsible for running the two Departments of the Govern-
ment which play the dominant roles in formulating and executing this
policy. Any attempt to improve the policy process must therefore
devote major attention to the roles and relationships of these two
Departments.
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MORE RESPONSIBILITY TO THE SECRETARY OF STATE?

The Secretary of State is the President’s principal adviser on foreign
policy; he is also the first officer of the Cabinet.

Just as we have a new Presidency, so also have circumstances con-
spired to create a new role and new responsibilities for the office of
Secretary of State. Today’s occupant of that office needs to be far
more than a skillful practitioner of the arts of diplomacy. He needs
8 wide-ranging knowledge of the relations between military and
foreign policies, of the uses and limitations of economic and military
aid, of information, propaganda, and related programs, of the strengths
and wealknesses of our adversaries, of the dangers and opportunities in
countries around the world, and of the working of international in-
stitutions and of regional organizations.

Some, however, would now have the Secretary of State assume still
additional responsibilities in the formulation of national security
policy. They reason as follows: Outside of the President, the Secre-
tary of State is the official mainly responsible for formulating our
national security goals. It is less and less possible, however, to
divorce means and ends in security planning. The relationship be-
tween our political objectives and the military, economic, and other
capabilities needed to achieve them is increasingly intertwined.
Therefore, many seek ways and means of giving the Secretary of
State a more dominant role in overall national security planning.

- Among the questions raised are these:

One: Are the responsibilities of the State and Defense Depart-
ments in national security policymaking now correctly defined
and divided? If not, what changes are needed?

Two: Should the Secretary of State be formally charged with
more responsibility in connection with our defense posture and
the defense budget?

Three: Should the Secretary of State be asked to testify in the
1()30;11,2;ress concerning foreign policy implications of the defense

udget?

Fgur: Would it be desirable to create a “super Secretary of
State’”” who would be responsible for the overall direction of
foreign affairs, and who might have under him additional Secre-
taries of Cabinet rank for such areas as diplomacy, information,
and foreign economic matters?

LIGHTENING THE NEGOTIATING BURDENS OF THE SECRETARY OF STATE

However the responsibilities of the Secretary of State may be
defined, the problem of finding time to discharge them is formidable.
A generation ago, when the other burdens of this office’ were far less
onerous than today, a trip by a Secretary to an internatiornal confer-
ence occasioned headline news. But today, he is away from his desk
for long periods of time, making it extremely difficult for him to
shoulder his main responsibilities of advising the President and
directing the work of his Department.

. Questions frequently raised are: .

One: Would it be desirable to create a Minister of Foreign
Affairs of Cabinet rank, responsibile to the Secretary of -State,
who could represent the United States at foreign ministers*
meetings? oo
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. Two: Would any other arrangements help, such as appoint-
ments of Ambassadors at Large?

STATE-DEFENSE-JOINT CHIEFS OF STAFF RELATIONS

" The Secretary of State, the Secretary of Defense, and the Joint
Chiefs of Staff must form a well-coordinated and smoothly working
team-in both the planning and execution of national security policy.
Within the Office of the Secretary of Defense, the Office of Inter-
national Security Affairs performs a major function in this complex
grocess of coordination. It has been described as ‘“the Pentagon’s
tate Department.”
Among its responsibilities it is charged with—

developing and coordinating defense positions, policies,
plans, and procedures in the fields of international politico-
“military and foreign economic affairs, including disarmament,
of interest to the Department of Defense and with respect
to negotiating and monitoring of agreements with foreign
governments and international organizations on military
facilities, operating rights, status of forces, and other inter-
national politico-military matters.

Communications between the services and State go through ISA.
Differences of viewpoint exist over the proper place of ISA in the
policy process. Some argue that it duplicates functions of the
Department of State and unnecessarily layers relations between State
and the Joint Chiefs of Staff. Those of this view would encourage
more direct relationships between State and the Joint Chiefs. On the
other hand, it is held important that the Secretary of Defense have
access to counsel in these problem areas from some source other than
the armed services themselves.
Among the questions which occur are:
One: What is the proper relationship between State and the
Joint, Chiefs of Staff (and/or the Joint Staff of the JCS)? Should
a representative of the Secretary of State participate in discus-
sions of the JCS when appropriate?
Two: Should a representative of the JCS sit with the Policy
Planning Staff of State (and/or other State Department groups)?
Three: Is the responsibility of ISA now properly conceived?
If not, what should it be?

WAYS TO BETTER PLANNING IN STATE AND DEFENSE

Even those who favor shifting the “center of gravity’ in national
security planning closer to the President would agree that the plannin
function of the departments and agencies is still vital. Many Woulg
go further and argue that the main burden of planning should and
must fall upon the departments. They say there can be no substitute
for the fullness of resources and the richness of operating experience
formed only at the departmental level.

One point seems beyond argument. Today, effective national
security planning depends on intimate day-to-day contact between
the diplomat, the soldier and his civilian colleagues, the scientist, the
economlst and others.
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- Many believe that the planning process in State and Defense would

be improved by enlisting the talents of officials experienced in a wider

variety of fields than is now the case. They also seek ways of en-

couraging planning cross-fertilization through greater use of planning

teams whose members represent diverse viewpoints and backgrounds.
These questions follow:

One: Should officials with more diverse backgrounds and
experience be brought into the policy planning process in State
and Defense?

Two: Is there need for a joint State-DOD-JCS Planning Staff?

Three: Can greater use be made of ad hoc interdepartmental
task forces on special issues of national security policy?

A JOINT CAREER STAFF?

Many, while stressing the importance of an integrated national
security policy, see as limited the role of coordinating mechanisms
in achieving this end. They approach the problem through people,
and seek ways of developing policymakers with nonparochial view-
points and wide breadth of experience.

One proposal advanced calls for a joint career service embracing &
small and carefully selected number of military officers, and senior
career officials from the State and Defense Departments and related
national security agencies.

Proposals for such a service, although varying in detail, have certain
features in common. They see candidates for such a service being
selected at roughly the level of colonel or its civilian equivalent.
Those entering the service would serve tours of duty in a number of
different departments or agencies. They would be required to address
themselves to a wide variety of policy problems. They would be given
special opportunities for advanced training.

These questions follow:

One: Is the proposed joint career service practical and worth-
while?

Two: If so, how can it be administered so as to assure the
selection of outstanding individuals and their assignment to areas
where their skills can best be utilized?

Three: What special problems might arise in integrating mili-
tary officers into such a staff and how might they be solved?

IV. REsoURCES FPOR NATIONAL SECURITY
A CENTRAL PROBLEM

The generation past has seen a quantum jump in the demands
which national security makes upon our national substance. The
list of legitimate claimants for these resources grows ever longer.

The problem is twofold: to allocate existing resources wisely and
to generate additional resources where necessary.

THE BUDGETARY PROCESS

The budgetary process—the decisive resource-allocating instru~
ment—Iies at the very heart of national security planning and pro-
graming. Plans and policies, without dollar signs attached, are mere
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aspirations. It is the budgetary process which translates them into
actual programs.

There exists an enormous literature of comment on the budgetary
process as it relates to national security. Recommendations for
improvements of the process are as numerous and varied as criticisms
of past and existing practices.

Major questions raised include the following:

One: Should State and Defense (and perhaps other agencies
concerned with national security) participate fully in the initial
establishment of “budgetary guidelines” for national security
programs?

Two: Does the present length of the budgetary cycle dis-
courage timely initiation of important new programs and en-
courage the continuation of old programs after they have outlived
their usefulness? If so, what might be done to shorten the cycle?

Three: Should the budget be prepared in another form?
Some maintain that, in its present form, the budget conceals
policy alternatives of crucial importance rather than illuminating
them. Such reforms as a functional budget for the armed serv-
ices are proposed. Would this or similar changes be in order?

Four: Should there be advance preparation of alternative
budgets for all major national security programs? Some wish
to see one proposed budget at X dollars; another at perhaps 10
percent below this level; and still another at perhaps 10 percent
above. Such a procedure, they hold, would permit policymakers
to see more clearly, and sooner, what is sacrificed and what is
%ained at various expenditure levels. Can and should this be

one?

Five: Should the NSC process be more closely related to the
budgetary process?

ECONOMIC GROWTH AND NATIONAL SECURITY

The larger our gross national product, the greater is our ability to
meet the various private and public demands on the economy.

Many now argue for a closer relation between national security
planning and economic growth.

Some say that our past and present long-term planning now fails
to reflect fully enough our capacity for continuing a ‘“normal” rate of
economic growth. As a result, they contend, we sometimes deny
ourselves the opportunity to undertake important programs which
could be carried out without increasing the proportion of our gross
national product devoted to national security.

Others go further. They say that national security planning,
based merely on a projection of existing growth rates into the future,
does not take full advantage of our potential ability to meet national
security needs. They hold that long-term planning should be based
upon our ability to accelerate the rate of economic growth through
affirmative policies designed toward this end. Such forward plan-
ning, they believe, will enable us to fill such additional national secur-
ity requirements as may arise without endangering important domestic
‘programs or imposing undue burdens on the private sector of the
economy. :
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A REQUIREMENTS AND RESOURCES REPORT?.

Each year, in the opening -weeks of the Congress, the President
“submits to the legislative branch three reports of great importance
for national security. They are the state of the Union message, the
budget message, and the economic report. -

Some now feel the need for a fourth annual report from the Presi-
dent—a Requirements and Resources Report. In broad. outline, the
report would have five main elements: -

' One: It would contain a statement of our overall long-term
strategy for national security.

Two: It would present, as & ‘“package,” our overall long-term
requirements for {oreign policy, defense, and domestic programs
affecting our world position, including a statement of program
priorities.

Three: It would present, also as a ‘‘package,” long-term pro-
jections of the resources needed to meet these requirements.

Four: 1t would relate both requirements and needed resources
to the Natwon’s present and future economic capacities.

Five: It would contain recommendations for corrective action
wherever future resources appear inadequate to meet our needs.

Advocates of such a report make these points: It would fill an
existing gap between the more general state of the Union message and

the more detailed shortrun budget message. The very process of
preparing such a report in the executive branch would make for better
integration of national policy and might well bring new policy prob-
lems to light. Its “wholeness” would give the Congress valuable
perspective and yardsticks for measuring the desirability of individual
national security programs. Its appearance would stimulate more
intelligent public understanding, discussion and debate of national
security problems.

Would the presentation of such a report to the Congress be desirable?

V. Science, TecuNoLOGY, AND THE Poricy Process
PERSPECTIVE

" A short generation ago, the concern of a President or a Secretary of
‘State or Defense with problems of science and technology was slight
-and intermittent. Today, those in these same posts of responsibility
know scarcely a day in which they do not confront some technological
problem of overriding importance to the future of foreign and defense

policy. _ : .

The impact of science and technology upon our organizations and
Jprocesses for making national security policy has become as profound
as its impact upon the tools of war themselves. Forecasts of techno-
logical developments heavily color all the plans of the soldier and his
civilian superiors. They likewise strongly contribute to defining the
realm of the possible in diplomacy—sputnik was a political as well as a
technological fact. Those concerned with the budgetary process
must reckon with research programs which can grow in a year or two
from & -tiny laboratory project involving a few scientists to a billion-
dollar engineering and production program. L ‘
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THE PACE OF TECHNOLOGY

- Lying at the very heart of the problem is the ever-accelerating rate
of technological change.

The statesman of a century ago was given more than a generation
to adjust national policies to the change from coal to oil in the world’s
navies. But today such adjustments must occur, in historical terms,
overnight. An example: National security planners had scarcely
begun to adapt policy to the fact of fission weapons in the world’s
arsenals, when the vastly more destructive fusion weapon entered
upon the scene.

While the pace of technological change has quickened, the cost of
failure to make appropriate policy adaptations has risen—exponen-
tially. Again, an example: Germany’s failure to press the develop-
ment of radar before and during World War 11.

As technological leadtime grows longer, the chances for second-
guessing grow fewer. Ten years may be needed to bring a sophisti-
cated weapons system from the birth of the concept to the delivery of
hardware. Crucial decisions, committing us to great expenditures
and to largely irrevocable policy courses, must be made at the very
beginning of the planning stage.

. . Every prediction, moreover, suggests a quickening of the pace of
change. Seen in the perspective of 1970, the problems faced by policy-
makers in 1960 may appear almost easy. _

The years since World War IT have seen repeated attempts to define
organizational patterns and policy processes which better integrate
science and technology with national security planning. The most
recent answers to the problem have consisted of a limited increase in
scientific staff support in State, a general upgrading of the prestige
and authority of the research and development function within the
three services and the Department of Defense, and bringing high-level
scientific advice directly into the White House.

BarvanceE or Powrer ProsecTs

It is obviously vital that radical technological developments having
major effect upon the world balance of scientific and military power
be (1) speedily identified while still in the conceptual stage and (2)
rapidly pushed to the top-level decision makers.

Many hold that past and present organizational processes are not
adequate to accomplish this end.

One suggestion for reducing institutional ‘‘lag time” in these matters
calls for setting up special watchdog groups—exclusively charged with
“flaggring” crucial technical programs at the earliest possible date and
then speeding them to the bighest decision-making levels.

Would this or alternative steps be desirable?

THE INTERDEPENDENCE OF POLITICAL, SCIENTIFIC, AND MILITARY
PrLAaNNING

There is growing awareness that scientific, military, and political
planning must go forward together. Some argue that our defense
planners, particularly at top civilian levels, have as a group not
appreciated fully enough the future military implications of crucial
" technical programs in the developmental state. It is also held that
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our research and development effort too often suffers from lack of
adequate guidance concerning weapons systems of maximum utility.
Some also hold that our foreign policy planners, as a group, have
not concerned themselves enough either with the future political con-
sequences of weapons systems in the laboratory state or with non-
military technical developments holding promise of great impact upon
foreign policy. Similarly, it is argued that our research and develop-
ment programs would benefit from eclearer guidelines concerning
projects which might best help further our foreign policy goals.
.. Certain questions appear important:

One: How, without straitjacketing technological development,
can State and Defense furnish those concerned with development
more useful guidance concerning the paths of technological ex-
ploration which might best enable us to further our overall
political and military objectives?

Two: What institutional changes within the Department of
State might help give political policymakers a better understanding
of the impact of research and development projects on the future
of foreign policy?

Three: What institutional changes within the Department of
Defense might help give senior civilian officials and military
officers a fuller awareness of the relationship between scientific
developments and defense planning?

Four: Would it be desirable, toward the end of closer joint
scientific-political analysis and planning, to assign more scientists
to positions in political areas, i.e., the Policy Planning Staff in
State, or the Office of International Security Affairs in Defense?

Five: Would joint scientific-political planning at early stages
in the decision-making process also be promoted by assigning
more political and military planners to posts in fechnical areas?

Six: Is there a need for raising the prestige and status of scien-
tific advice within the Department of State?

Seven: What is the best relationship between science and
technology in State and Defense, on the one hand, and scientific
advice at the Presidential level, on the other?

VI. “Taing Grouprs”’: WHAT Is TrEIR CONTRIBUTION?

THE NEED FOR POLICY RESEARCH

The case for additional systematic policy research in the area of
national security policy is strong. In an earlier day—when foreign
affairs could be clearly distinguished from domestic affairs, when
science and technology were largely divorced from national security
planning, when diplomacy was a matter of personal dealings between
monarchs or their envoys, and when the problem of resource allocation
did not have today’s pivotal importance—it might have been argued
that security planning required no more than the wit and wisdom of
a few policymakers. But that day is gone—forever.

Today, the range of plausible policy alternatives confronting our
security planners is enormous. The problem of arriving at an optimum
balance of forces within the Military Establishment is vexing enough
in itself. But it is relatively simple when compared to the difficulty
of blending political, military, economic, and scientific instrumental-
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ities into a coherent national strategy best forwarding our national
purpose.

The matter is altogether too complex to be solved by intuition, or
improvised ‘‘seat of the pants’” policymaking. There is now wide
and growing recognition that the techniques of policy research—the
orderly formation, development, and analysis of policy alternatives—
can give the decision maker invaluable assistance.

The human and institutional resources in our country potentially
available for policy research are vast. They are to be found in
industry, universities, laboratories, and research centers. When
compared with this potential reservoir of nationwide talent, the
governmental resources now available for policy research are limited.
Unless one is to advocate a huge expansion of these in-house research
activities, ways must be found to tap and bring to bear upon policy-
making the full range and diversity of intellectual resources now
existing outside the Government.

OPERATIONS RESEARCH AND DEFENSE PROBLEMS

The post-World War II period has seen growing use of semi-
autonomous policy research and operations analysis organizations by
the armed services. The Department of Defense receives comparable
assistance from the Institute for Defense Analyses.

For the most part existing research organizations have concentrated
on rather specific systems analysis or ‘“hardware” problems. Is a
slow-firing aerial cannon of large caliber more effective than a rapid-
firing machinegun of smaller caliber? At what point does the price
of building greater accuracy into a missile begin to cost more than is
gained?

THE BROADER PROBLEM

Many now favor employing the techniques of systematic research
on a much broader range of national security problems. They would
draw far more heavily upon the resources of the social sciences, and
combine them with the physical sciences to analyze a wide spectrum
of national security problems with complex political-military-eco-
nomic-psychological interrelationships.

Those who advocate increased policy research also stress its limita-
tions. They warn against confusing policy research with policy-
making. The former can play only an advisory role. Actual de-
cisions must be the responsibility of elected and appointed Govern-
ment officials.

Also, it should be apparent that policy research, by itself, cannot
furnish answers to many of the truly crucial prozblems of national
security—problems such as the right size of the national security
budget or the right balance of our military forces. Research can
never take the place of final judgment.

PROPOSALS ADVANCED

Suggestions have been made for increased policy research in three
different areas—in the Government itself, in universities or study
centers engaged in projects under Government contract, and in semi-
autonomous organizations following the general model of the Rand
Corporation.
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The strengthening of existing, or the establishment of new, semi-
autonomous organizations has been a matter of particular interest.
The argument is made that many highly talented people who do not
wish to work directly for the Government might be attracted by
careers in such organizations. It is also held that the semidetach-
ment of such groups encourages fresh looks at policy alternatives,
promotes the development of novel ideas, and helps prevent depart-
mental or agency party-line thinking, while at the same time allowing -
close liaison between policy researchers and policy makers.

Those of this persuasion do not, of course, propose that the Gov-
ernment delegate ‘‘thinking” to some outside group. They see
internal and external policy research reinforcing and stimulating
each other.

In this connection, however, some stress the danger of a double
standard in pay and prestige between such organizations and policy
research within the Government itself.

Specific suggestions made so far include the following:

A “White House Rand” making studies for the President’s
national security staff and/or the National Security Council;

A “think group” for the State Department;

An organization jointly sponsored by State and Defense;

A group working for all the executive branch departments and
agencies concerned with national security;

A similar group responsible to the Congress.

Some wish to broaden the mandate and increase the resources of
existing organizations, such as the Institute for Defense Analyses.
Others wish to create completely new groups. One school thinks in
terms of a relatively large research group; another argues for the
desirability of numerous smaller study centers in competition with
each other.

These questions appear relevant:

One: To the extent that the development of semiautonomous.
policy research organizations is desirable, which departments or
agencies could best profit from their services? The State Depart-
ment? The National Security Council? State-Defense under
a joint sponsorship arrangement?

Two: Are there any special difficulties in using such organiza-
tions at the White House level?

Three: Should we try to build on the resources of existing
organizations such as the Institute for Defense Analyses, and
expand their charters?

Four: Insofar as there is a problem of unequal standards in
pay and prestige between such organizations and policy research
within the Government, how can this best be handled?

Five: Are there better methods for stimulating and making
use of policy research in important problem areas at universities
and individual study centers?

Six: What steps would encourage more productive policy
research within the Government, with particular reference to the
State Department and the Defense Establishment?
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VII. Berrer PoLICYMAKERS
IMPORTANCE OF PEOPLE

In the making of national security policy, human talent is our most
precious resource. (Good people can often triumph over poor organi-
zation, but poor people will defeat the best organization.

KEvery person engaged in planning and executing national security
policy has an indispensable contribution to malke. The heaviest
responsibility, however, falls upon three groups of people: (1) the
political executive, (2) the senior career official, and (3) the younger
official of exceptional ability and dedication.

The political executive—who may be a Secretary, an Under Secre-
tary, an Assistant Secretary, or an official of comparable responsi-
bility—represents the pelicy of the administration in office.” The
senior career official—who works at or near the top—provides the
necessary continuity in policymaking, and places at the service of
the administration m office his long experience in his particular field.
The younger official of unique talents brings freshness of view to the
policy process while preparing himself for future leadership.

The problem is this: how to attract better officials, how to train
them better, and how to retain them in Government service.

THE PROBLEM OF PAY

Almost all authorities agree that inadequate compensation is a
rimary cause of our inability to secure and retain better key officials.
ew propose that governmental salaries be brought to industrial

levels, but almost all recommend a narrowing of the gap. They note
in passing that the gradual but steady rise in university salaries holds
forth the prospect that the salaries of key Government officials may
soon compare unfavorably with top positions in the academic
community.

What recommendations are appropriate to meet this problem?

TURNOVER AT THE SENATE CONFIRMATION LEVEL

It has often been argued that no corporation could prosper if its
top officers were changed as rapidly as those of the national security
departments and agencies. An example: Since the position of Secre-
tary of Defense was established in 1947 it has been filled by six different
men—each serving an average of 2 years. Eight men, each remaining
in office an average of a little more than 16 months, have served as
Deputy Secretary of Defense since that post was authorized in 1949,

Those concerned with this problem point out that the period of
education needed to familiarize top national security officials with
their jobs is at least as long as that required to discharge correspond-
ingly heavy responsibilities in industry. They also stress that this
period of familiarization will grow steadily longer as the problems
faced by governmental policymakers increase in complexity.
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The major questions raised are:

One: As a general rule, how long should a person serve in a
top policymaking position in order to learn the job and begin to
make significant contributions?

Two: Should a nominee be asked by the appropriate Senate
committee to give assurance that he intends to serve at least
such a minimum period?

Three: Could a contribution be made by a ‘“sense of the
Senate’’ resolution expressing concern with this problem?

Four: Would substantial salary increases be helpful? If so,
what level must be attained in order to make such action effective?

Five: How can a better climate be created in the business
community for their executives doing a “tour of duty” in
Government?

Six: Do the conflict of interest regulations prevent many out-
standing executives from serving in (tovernment positions? If
so, how can they be amended so that the individual is not unduly
penalized, while the Government is being protected?

PERMANENT UNDER SECRETARIES

The argument is made that political executives, as a general rule,
simply cannot be expected to serve long tours of duty in the Govern-
ment. This fact, combined with the increased premium on continuity
of service as national security issues grow more complicated, leads
many to recommend a move toward the British system of permanent
under secretaries.

However, the counterargument is made that such a step would have
the drawback of making the governmental process less responsive to
the national will as expressed through elected officials and their top
aides. The further point is made that governments employing perma-
nent under secretaries have not fared better than our own in devising
wise national security policies.

One: Would permanent under secretaries be desirable in the
national security field?
Two: If so, in what particular departments or agencies?

MILITARY AND CIVILIAN TRAINING

It is increasingly held that the intricate problems of national secur-
ity planning require greater emphasis on formal training for military
officers and civilian officials throughout their careers. Existing pro-
grams foward this end show wide variations.

Military officers fare best. Many with the rank of colonel or its
equivalent spend roughly one-third of their service careers in schools.
They receive numerous opportunities for postgraduate study at uni-
versities. They rise through the elaborate system of service training
schools which culminate in the National War College and the counter-
part institutions of the three services. Participation in this formal
training program is a virtual prerequisite of promotion to higher rank.

Foreign Service and State Department officers fare next best.
They have limited opportunities for postgraduate training at univer-
sities, A small number of them attend the National War College and
other service schools. The Foreign Service runs three training pro-
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grams on its own-—the junior officers’ orientation program, the middle
career course, and the senior officers’ course. But the resources de-
voted to these programs are very modest when compared with expendi-
tures for training military officers.

The remainder of the civilians in the other national security depart-
ments and agencies fare poorest. Their opportunities for extensive
and systematic training are limited in the extreme.

The following questions arise:

One: Should a major effort be made to improve formal train-
ing at various levels for selected Foreign Service and other civil-
ian employees, including additional opportuunities to attend uni-
versity graduate schools?

Two: If so, how might the executive branch and Congress best
concert their efforts to this end?

Three: Should opportunities be increased for cross-fertilization
of ideas and experience in joint political-military-scieotific train-
ing programs, including greater civilian participation in the var-

- ious war colleges?

e Four: Would it be desirable to establish some new study in-
stitution, perhaps sponsored jointly by State and Defense and
related agencies, offering training beyond the National War Col-

. lege level for a limited number of senior officials?

TOURS OF DUTY

Many have raised questions concerning the present length of tours
of duty of military officers and civilian officials. They cite the pro-
gressively longer period required to master job requirements in many
fields, particularly where technical or specialist problems are involved.
They note approvingly the gradual trend toward longer tours of duty
but believe that further action in this direction is required.

What corrective action is in' order?

VIII. TeE RoLe oFr CONGRESS
CONGRESSIONAL RESPONSIBILITIES

In the American system of government the contribution of the legis-
lative branch to national security policy is indispensable. It sets the
broad framework for that policy; it votes-the moneys needed to carry
it out; it provides the most important forum for debate of national
security Issues.

Just as the executive branch has in the past adapted its organization
to new policy challenges, so also have congressional mechanisms
evolved to meet changing circumstances. This will no doubt be true
of the future also.

PROBLEMS OF CONGRESSIONAL ORGANIZATION

An immense body of recommendations exists concerning possible
improvements in the organization of Congress as it relates to national
security.

Most commonly, concern is felt over the fragmentation of Congress
in its methods for dealing with national security matters. It is
stated that Congress lacks mechanisms for dealing with national
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security issues ‘in the round.” Because of this, it is argued , Congress
misses an opportunity not only to clarify its own thoughts on the rela-
tionships between political, military, and economic factors, but also
to help guide its constituency on the interrelationship of these problems.

Numerous suggestions for improvement have been made. They
range from proposals for more frequent joint meetings of the Foreign
Relations and Armed Services Committees, to establishing permanent
National Security Committees in each House, or else creating a Joint
Congressional Committee on National Security.

A variant proposal calls for a Joint Committee on the State of the
Union, which would meet for only a few weeks at the beginning of each
session to consider the President’s major first-of-the-year reports to
the Congress.

Many of those who favor some additional national security report to
the Congress, such as a Report on Requirements and Resources, draw
an analogy from the Joint Economic Committee and favor establishing
a nonlegislative joint committee to receive, study, and debate the
new national security report.

Some say that Congress should now take the initiative in reforming
its existing procedures and structure for dealing with national security
problems. :

Others point out, however, that past changes in congressional
structure and practice have often tended to parallel corresponding
changes in the executive branch. - They cite the instances of the Joint
Committee on Atomic Energy, and the Joint Economic Committee.
They note also that the establishment of the Department of Defense
was followed by the creation of the Armed Services Committees in
the Senate and the House.

IX. PuBLic SUPPORT

In a democracy, it is the public which sets the limit of the possible in
national security policymaking. Kffective policy requires more than
smooth-working machinery and excellent Government officials; it
demands public understanding and support as well

A cold war, which may persist for generations, makes peculiar
demands upon the public. ~Itlacks the unifying stimulus of a hot war.
It calls for an undramatic, drawn-out effort with no predictable termi-
nal date. It poses issues in which agreement on ends is often clouded
by debate over means. _

" Proposals for reform of the policy process must therefore be judged
by the additional yardstick of their contribution to fuller public
appreciation of national security problems.

O
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